Abstract
Introduction
The importance of Human Resource Development (HRD) as a means of ensuring that organisations maintain their competitiveness in an ever-changing environment, has never been so important. Griesel (2004:95) remarked that it makes no sense to spend time, money and human resources (HR) on the appointment of the right people in the right positions, and then to ultimately relinquish such staff to other organisations because they are not being looked after. Organisations should make it possible for employees to attain their own objectives, whilst achieving the objectives of the organisation (Marx, 1993:365) . Success for most organisations depends on finding the employees with the skills to successfully perform the tasks required to achieve the company's strategic goals (Robbins & De Cenzo, 2001:184) . To improve performance, an organisation or a manager will have to identify two categories of people; first, those whose motivation is satisfactory, but whose skill or ability needs developing, and second, those whose ability and skill levels are satisfactory, but who lack motivation. It is the motivational problem that is likely to be the more difficult to deal with. After all, the quality of an organisation is, to a large degree, determined by the quality of people it employs.
The assertion "get real and train people to achieve" (Van Hoek & Black, 2002: 2) is indicative not only of past history, but also of the challenges faced by the captains of South African industries in alleviating the alarming skills shortage in their companies and the country. Needless to say, illiteracy does not promote productivity (Cronje, du Toit, Mol, Van Reenen & Motlatla, 1997:442) . Van Rensburg (2004) contends that business organisations today are striving to become world-class organisations and to compete globally (EI Toukhy, 1998; Ensor, 1997; Hough & Neuland, 2001) . For an organisation to become a world-class organisation, it needs committed employees (Mayfield & Mayfield, 2002; Roodt, 2004; Rosen, 1992) . For companies to be competitive and to remain so, they need to ensure that all workers are happy, and that these workers feel valued as part of the organisation, because business productivity is dependent on employee job satisfaction (Chiu, 2000; Christen, Lyer & Soberman, 2006) . The critical role that a motivated, skilled and knowledgeable workforce can play in securing competitive advantages, in both local and international markets, can never be over-emphasised. For a long time "organisations in South Africa have neglected to invest in their employees to equip them with the necessary skills for the challenges of our modern, globally competitive world" (Swanepoel, 2000:493) . Membathisi Mdladlane, asserted that South Africa was part of the global economy, and needed to increase skills in order to improve the productivity and competitiveness of the country's industry, business and commercial sector (Van Hoek & Black, 2002:2) . Given this background, the impact that skills development is likely to have on the motivation level of lower-level employees in companies, is investigated. There is a perception that most companies focus investment on training and development mainly on the middle to top management, and rarely on lower-level employees. Such employees have low wages and few opportunities to significantly increase their pay in either current jobs or through promotions (Robbins, 1998:225) . Research has shown that motivation is one of the vital factors of work performance (Yu, Yu & Yen, 2009; Chiu, 2000; Bull, 2005; Christen, Lyer & Soberman, 2006) .
Motivation in Perspective
Job satisfaction is a complex phenomenon that has been widely researched (Li-Ping Tang & Talpade, 1999; Matloga, 2005:14) . Yousef (2000) ascribes this to the fact that job satisfaction has significant associations with several variables. It is evident from various literature sources that job satisfaction goes hand-in-hand with motivation, the only difference being in the causes and effects (Matloga, 2005) . In this paper, the two concepts are used interchangeably. Workplace motivation is what makes people work or is the reason people want to work. It is the 'internal drive' that encourages people to achieve a particular goal (Cronje, Du Toit, Marais & Motlatla, 2006:222; Robbins, 1998) . Cronje et al. (2006) further posit that to be successful in any organisation, employees and managers should understand what causes different motivational levels, because the achievement of both personal and organisational goals is important. It is, however, of critical importance to note that without a well-trained and motivated workforce, organisations cannot be successful. Getting the best out of employees is currently a daunting task for organizations, as most ponder how to ensure improved performance from employees. Coldwell (1997:25) reports that ability (Tosi, Rizzo & Carroll, 1994) and motivation (Herzberg, Mausner & Snyderman, 1959) are both important independent variables, in the explanation of individual work performance.
Various theories of motivation propose a set of motivational sources, differing in respect of the degree to which they theorise a dominant source of motivation (De Klerk, 2001:83) . These theories include the content theories (for example, Maslow's Need Hierarchy, Herzberg's Two Factor Theory and McClelland's Achievement Theory), the process theories (for example, Vroom's Expectancy Theory, Porter and Lawler's Expectancy Theory, and Adam's Equity Theory), and the reinforcement theory based on the Thorndike principle of the law of effect. The latter principle simply refers to the fact that people tend to repeat behaviour that leads to a pleasant outcome.
The role of training transfer in work motivation and individual performance
Training and development is seen as a key factor in making it possible for an organisation to achieve its strategic, business and operational goals (Carrell, Elbert, Hatfield, Grobler, Marx & van der Schyff, 2000:308) , and therefore training outputs should emphasise performance (Yamnill & McClean, 2001) . Additionally, Nel (2001:467) describes training as a learning experience aimed at bringing about a relatively permanent change in an individual, which will heighten the individual's ability to do the job. Furthermore, Dransfield, Howkins, Hudson and Davies (1996:55) insist that training fills the gap created between that which a person is able to do at a specific moment in time, and what he/she is able to do after applicable training has been givenIndividuals rely on some training to improve their current skills and to learn new skills (Mathieu, Tannenbaum & Salas, 1992:828) . Training represents an expensive investment that organisations make in their human resources, and therefore it is important that organisations evaluate the effectiveness of their training efforts (Cascio, 1989) , in order to maximise the benefits of such training. Training must become more intimately involved with every developmental aspect of both the individual and the organisation. Training can be used to prepare employees to meet the challenges and changes in the workplace, and to upgrade and refine their skills (Struwig & Smith, 2000:114) . If South Africa wants to succeed in the new environment, it will have to start by building its competency base (Grobler et al., 2002) . Price (2000:334) asserts that because of organisational change, the traditional role of training has become obsolete. Morgeson, Delaney-Klinger & Hemingway (2005) and Chiou, Lee and Purnomo (2010) , indicate that successful organisational work-design initiatives must overcome many obstacles in order to have their intended impact and influences on multiple outcomes, such as expected to increase positive behavioural (e.g. job performance) and attitudinal (e.g. job satisfaction) outcomes (Humphrey, Nahrgang & Morgeson, 2007) . The basic principle of the motivational approach, is that jobs will be enriched (i.e. made more motivating and satisfying) if high levels of these characteristics are present (Morgeson & Humphrey, 2006) . Researchers have also maintained that training efforts are unlikely to result in positive changes in job performance, unless the newly-trained competencies are transferred to the work environment (Baldwin & Ford, 1988; Montesino, 2002) . Holton (1996) proposed a conceptual evaluation model of training, focused on individual performance. This model proposes three primary outcomes of training intervention: learning, individual performance, and organisational results. These outcomes are defined, respectively, as achievement of the learning outcome desired in an HRD intervention, change in individual performance as a result of learning being applied on the job, and results at the organisational level because of change in individual performance. Regarding job satisfaction, Faerman and Ban (1993) have found a moderate to strong relationship between training participants' satisfaction with the training and changes their work-related behaviour. Transfer of training is a core issue in linking individual change to the requirements of the organisational system. Therefore, if we believe that training truly makes a difference in organisational and individual performance, we must understand how to support transfer of training in organisations (Yamnill & McClean, 2001) . It is vital to strike a balance between management needs or expectations, and those of employees. George and Jones (2002:186) indicate that management, on the one hand, wants workers to be motivated in order to contribute inputs (effort, specific job behaviours, skills, knowledge, time, and experience) because inputs influence job performance and, ultimately, organisational performance. On the other hand, workers are concerned with obtaining outcomes from the organisation, namely extrinsic outcomes (for example, pay and job security) and intrinsic outcomes (for example, a feeling of accomplishment from doing a good job or the pleasure of doing interesting work). These key concerns of management and workers are at the heart of motivation.
Justification of the core hypothesis through the Expectancy Theory
Vroom's (1964) Expectancy Theory was used to measure employee work motivation and performance in this study. The reason for selecting this measurement of work motivation, is mainly postulated under a 'valence-instrumentalityexpectancy framework'. When an employee starts work at an organisation, he/she has certain expectations of his/her role there. Equally, management requires an individual to fulfil a certain role within the organisation, and expects a person who is able and willing to do the designated job and work the required hours. These expectations are known formally as a psychological contract (Whittington-Jones, 2005:24) .
The underlying hypothesis advanced in this paper, is that with the necessary and relevant skills-development training (i.e. positive valence), the individual will be motivated to increase his/her performance (i.e. effort), only if this ensures/affords (i.e. instrumentality) him/her the rewards (i.e. expectancy) attendant with increased performance as a result of skills development. The emphasis is on effort (E -P) and performance relationship, i.e. by improving the relationship between effort and performance through training, employee motivation is likely to improve reciprocally. The fundamental hypothesis is that training can enhance the effort and ability of an individual to perform. If effort is to lead to good performance, the individual should have the requisite ability to perform. This choice is based on the assumption that seeks to examine the "trainee's perception that doing well in a program would lead to better job performance and consequently to desirable and valued outcomes". This approach is particularly useful, because it permits the integration of both individual and situational variables, as they relate to a trainee's perceptions of various valence-instrumentalityexpectancy components (Farr & Middlebrooks, 1990) .
Several recent training-effectiveness studies have been conducted within the general framework of valenceinstrumentality-expectancy theory (Vroom, 1964) . Noe (1986) submits that trainees will be more motivated to perform well in training, if they perceive that: (1) intensive effort will lead to high performance in training; (2) high performance in training will lead to high job performance; and (3) high job performance is instrumental in obtaining the desired outcomes and avoiding undesirable ones. It also follows that trainees will be motivated to do well if they perceive that performance in training will help them obtain outcomes not directly tied to their current positions, such as career development opportunities (Mathieu et al., 1992:829) . Other prior research has found support for the influence of several individual variables on valence-instrumentality-expectancy cognitions. For example, Lawler and Suttle (1973) obtained significant correlations between individual role perceptions and ability measures, and various valence-instrumentality-expectancy components and composites. Furthermore, James, Hartman, Stebbins and Jones (1977) found support for the influence of several dimensions of psychological climate on instrumentality and valence ratings and, to a lesser degree, expectancy ratings. In a simulated organisational study, Jorgenson, Dunnette, and Pritchard (1973) found a significant correlation between manipulated effort-outcome probabilities and subjects' instrumentality ratings. Pritchard, DeLeo and Von Bergen (1976) Adapted from French (1994:112) .
Elucidating Figure 1 (from left to right, numbers refer to boxes)
Individual needs and goals (1) are fundamental driving forces in motivation. The extent and direction of an individual's motivation (2), is influenced by factors in the organisational environment such as leadership style, group norms and support, intergroup behaviour and HR policies and practices (3). Individual motivation is further influenced by the desirability of the rewards (valence) and by the expectancy that effort will lead to performance that will produce the desired outcomes (4). The effort expended (5), coupled with the skills and abilities (6), results in performance (8). However, the technology used, the support services provided, and the training given the person (7), are also factors in the level of performance. Performance leads to both intrinsic and an extrinsic rewards (9). Intrinsic rewards are internal reinforcements such as feelings of accomplishment and self-worth, whereas extrinsic rewards are external reinforcements such as pay, recognition, or promotion. Job satisfaction (11) stems from performance and the accompanying rewards, but is influenced by the extent to which the individual perceives the rewards as equitable (10). An arrow is drawn from 11 back to 1 and 2, because job satisfaction or dissatisfaction affects need fulfillment, future goals, and ongoing motivation.
Methodology

The research design
A survey design was adopted, and specifically the quasi-experimental research comparable pre-test post-test one group design, was used to carry out the objectives and to test the study's hypothesis (Cooper & Schindler, 2001:405; Baard, 2003:203) . A non-probability sampling technique, namely stratified random sampling, was used to solicit responses from respondents. In the research design, there is a measurement of a dependent variable, namely individual motivation, when no independent variable (pre-training) is present, and subsequently an independent variable is introduced, namely training, followed by a repeated measurement of the dependent variable at a later stage, i.e. post-training (De Vos, Strydom, Fouche & Delport, 2005:144) . The study is longitudinal, spanning eighteen months to two years. Measures of the dependent variable (individual motivation) are compared for two different states of the independent variable within the same group (before and after training).
In experimental research, quantitative research designs are used to determine aggregate differences between groups or classes of subjects. Emphasis is placed on precise measurement and controlling for extraneous sources of error (Rudestam & Newton, 2001:28) . The purpose is to isolate a variable of interest (independent variable is individual motivation and to manipulate it through training to observe the impact of the manipulation on a second, or dependent variable (i.e. individual performance)).
Population and sampling size
The target sample population consisted of randomly selected lower-level employees from five (5) companies in two provinces of South Africa: Free State and Northern Cape. There was specific reference to employees doing automatic (semi-skilled) and routine (skilled workers and supervisory management). This classification is derived from Paterson's (1972) Decision Band Job Grading Model. According to this model, this category of workers belongs to grades 'A', 'B1' and 'B', and does not necessarily take cognisance of performance management in daily routine jobs (Williams, 2000:27) , unlike other workers in the higher echelon of the management hierarchy.
Data Collection
The original measuring instrument -the Job Description Index (JDI) -was used to collect data from 1000 respondents from five different companies, and data were both causal and longitudinal, because the required data were collected before and after spanning over a period of 24 months. A survey research method in a form of "explanatory surveys -a form of causal-comparative research" allowed the researcher to "explain the attitudes and behaviour of the respondents on the basis of data gathered at a point in time" (Ary, Jacobs & Razavieh, 2002:406) . Face-to-face self-completion questionnaire interviews were administered to the randomly-selected respondents, to ensure: (i) greater completion rates; (ii) control over order of questions; (iii) gathering of information from people who cannot read or write; and (iv) the guarantee of confidentiality.
Data presentation and analysis
Presentation of the collected data was done using both inferential and descriptive statistics, using the computer software package, Statistical Package for the Social Sciences (SPSS, 2003) . Cronbach alpha coefficients (a), and inter-item correlation coefficients, were used to determine the internal consistency (reliability) of the measuring instruments, and descriptive statistics were used to analyse data. Pearson correlations were used to assess the extent to which one variable is related to another. The Kolmogorov Smirnov Tests of normality were applied to decide whether the appropriate test should be parametric or non-parametric. Based on the results, the appropriate parametric statistical procedures (Independent T-Tests) or appropriate non-parametric procedures (the Mann Whitney U Tests) were applied, or in some cases both were applied.
Measuring instrument
The measuring instrument tests deal with perceived employee motivation level and job satisfaction, which consists of 33 sub-items from eight factors relating to dimensions originally identified by Herzberg (1966) . These are: (1) work itself; (2) responsibility; (3) payment; (4) advancement; (5) growth; (6) recognition; (7) working conditions; and (8) leader/supervisor. These employee job-satisfaction dimensions are based on the Job Description Index (JDI) developed by Smith, Kendall & Hulin (1969) , which contains 5 scales and 72 items. The five scales are designed to measure satisfaction in the following areas: (1) work on present job, e.g. fascinating; (2) present pay, e.g. income inadequate for normal expenses (-); (3) opportunities for promotion, e.g. good chance for promotion; (4) supervision on present job, e.g. lazy (-); and (5) people on present job, e.g. talk too much (-). The minus signs in parentheses indicate reversed items (i.e. those that show dissatisfaction). Numerous studies have assessed the validity of the JDI in different settings. Discriminant and convergent validity have been well substantiated, and reliability coefficients estimated by Smith et al. (1969) ranged from values of .80 to .88, for the five scales. Pincus (1986) reports a Cronbach alpha reliability score of .85 on his modified version of the JDI. Factor analysis was conducted, and used principal component extraction and varimax rotation in order to assess the discriminant and convergent validity of the measuring instrument. Cronbach Coefficient Alphas were computed for each of the employee response variables, in respect of the entire samples -for both data collection surveys.
Factoring
Factor rotation was used to enhance the significance and reliability of the factors (Hair et al., 1998) . The purpose of rotation was to obtain the best out of the relevant factors (Kerlinger & Lee, 2000) . Thus, to obtain a factor matrix, the variables load as high as possible on a few factors, and have low loadings on other factors (Huysamen, 1980) . The varimax technique was used in the extraction of the first level factors, in order to maximise explained variance. The current study reported a Cronbach's alpha reliability score of 0.9208, for its pilot study of this Job Description Index (JDI) measuring instrument (see Table 1 ).
Ethical considerations
Permission was first sought from the management of the five companies and was granted prior to the questionnaire being distributed and administered. Respondents' consent was obtained after the purpose of the study was explained to them, and they had been informed that their participation was voluntary. The confidentiality and anonymity of the respondents and their associated companies was also ensured.
Discussion of the Results
Demographic data
The aim of the research was to determine the overall change in the dependent variable, namely employee motivation and job satisfaction across both pre-and post-groups, by each of the following demographical variables: company, gender, race, age, home language, marital status, job title, qualifications, training received over the last 18 months, the number of times such training had occurred, work experience in the same job, and work experience in the same company. The relationship between employee motivation and job satisfaction, and variables such as gender, race, age, home language, marital status, job title, education/qualification level, tenure and job level, is well documented in the literature (Naswall & De Witte, 2003; Matloga, 2005; Van Rensburg, 2004; Buitendach, 2004) . Table 2 (below) summarises the descriptive findings. Table 2 shows that the p value of 0.477 is not less than 0.05, indicating insufficient evidence at a 5% level of significance, to suggest that the population mean "motivation and job satisfaction scores" is significantly different across both the preand post-groups. The most common feature of these findings relates to the response of the skilled workers, which is positive. Thus, the study revealed a clear relationship between this variable and training, especially as it pertains to skilled employees. The categories of demographic variables that led to a significant increase in the dependent variable "employee motivation and job satisfaction", consisted of skilled workers, females, respondents from the South Sotho language group, those who had post-Matric qualifications, and respondents with 6 to 10 years' experience in the same job. According to Wood and Sella (2000:461) , putting semi-skilled employees through training might not be an easy job.
Their findings revealed that a significant number of existing employees with only limited formal education and many years of service, might feel threatened by the training process. They further reported that it is precisely this same group who are most likely to be critical of the training initiative, seeing it as little more than a managerial attempt to force employees to work harder. There is little doubt that some formal certification would do much to alleviate employee mistrust in this area (Wood & Sella, 2000:461) . It should be recognised that the former apartheid system resulted in grossly unequal access to education and training, perpetuating serious labour-market distortions (Horwitz & Franklin, 1996:12) . Of those respondents who received training, 65% (No = 340) had been trained once; 30% had been trained twice (No = 157); and 4.6% (No = 24) three or more times in the last 18 months. The findings on this construct reflect that for a staff member who receives training twice or more times, his/her level of motivation and job satisfaction will be significantly higher than a staff member who received training only once in the last 18 months. Neal et al. (2000) concur with this finding, when they say that the organisational climate is thought to exert a strong impact on individual motivation to achieve work outcomes. Cronje et al. (2006:222) add that without a well-trained and motivated workforce, organisations cannot be successful. In the current study, although effectiveness of training is higher for those respondents receiving more training, the change is not significant. The findings of the study conducted by Kappelman and Prybutok (1995:14) on the relationship between worker satisfaction and training, indicates that the correlation between Total Quality Management (TQM) training and satisfaction with training was 0.096 (p < .262), while the correlation between empowerment and satisfaction with training was .236 (p < .005) -nearly 150 percent larger. Kappelman and Prybutok (1995:15) further report that giving workers an empowering opportunity, albeit insignificant in relation to its impact on the overall change process, can have a significant effect on that employee's motivation and satisfaction and, to some extent, on the overall success of the TQM programme and of the organisation. Table 5 indicate neither training frequency distribution differs significantly from normality, and therefore parametric tests were used. The results show a p value of 0.000 in Table 7 (below), which is significantly high. From Table 6 (above), those respondents who received training two or more times, reveal a significantly higher score in the motivation and job satisfaction measuring instrument, than those respondents who received training only once in the last 18 months. 
Pearson's correlation coefficient re: effectiveness of training and motivation and job satisfaction
We studied the relationship and potential modelling of the two variables 'effectiveness of training' and 'motivation and job satisfaction' from Table 8 and 9. The dependent variable is the latter, and the independent variable is the former. It is evident from Tables 10 and 11 , that the Pearson's correlation coefficient of 0.426 is significant, with a p value of 0.000 (Table 11 ) -and which is less than 0.05 (significance level). Additionally, R square which is an indication of how well the model fits the data by explaining what proportion of total variance is explained by the model -is reported at 42.6% (see Table 9 ). This is a large proportion of the total variance. In addition, the model is significant, as is explained by Table 10 , where the p value of 0.000 is less than 0.05. The final model (Pearson's correlation coefficient = 0.426 and R 2 = 42.6%), which is significant (see Tables 10 to 11 What is also interesting from this finding, is that if the 'effectiveness of training' score increases by one, the 'motivation and job satisfaction' score will increase by 0.153. Furthermore, this shows that there is a strong positive correlation between these two variables, meaning that knowledge of the 'effectiveness of training' score can go a long way in predicting the level of 'motivation and job satisfaction'.
Summary and Recommendations
This study aimed to determine the impact of skills transfer on employee motivation and job satisfaction. It is clear from the findings that the underlying hypothesis is confirmed, namely that training has an impact on employee motivation and performance. There is a clear relationship between the employee motivation variable and training, especially as it pertains to skilled employees -employees who received more training were more motivated than those who received less or no training at all. The evident categories of demographic variables that led to a significant increase in the dependent variable 'employee motivation and job satisfaction', consisted of skilled workers, females, respondents from the South Sotho language group, those who had post-Matric qualifications, and respondents with 6 to 10 years' experience in the same job. Furthermore, it can safely be inferred that a staff member who receives training twice or more times in the last 18 months, will have a level of motivation and job satisfaction that is significantly higher than a staff member who received training only once during the same period. Kappelman and Prybutok (1995:15) reported that giving workers an empowering opportunity, albeit insignificant in relation to its impact on the overall change process, can have a significant effect on such employees' motivation and satisfaction. It is evident from the findings that the more frequently organisations invest in human capital empowerment, the more assured they can be of improved performance. A happy workforce is the most productive workforce. 
